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MEMORANDUM FOR DIRECTOR OF CENTRAL INTELLIGENCE

SURBJECT: Production of Natlonal Intelligence Estimates
on Soviet TForces

1. The production of the current series of Soviet
milifTary estimates (NIEs 11-3, 11-8, and 11-14) has been
unusually protracted and difficult, requiring an exceedlngly
heavy investment in man-hours by 411 clements of the intel-

T1mence communlty. Unfortunately, the results of this effort '

Lave nol hoen satbafoctorys; all three estimaten have sllpped
badly, and the trend appears to be toward ever grecater delay.
NIE 11-8-70: "Soviet Forces for Intercontinental Attack,"
scheduled for early September 1970, was approved by the

United States Intclligence Board (USIB) on 24 November 1970.
NIE 11-3-71: "Soviet Strateglc Defenses," scheduled for

early October 1970, was approved by the USIB on 25 February
1971, a delay of more than four months. NIE 11-14-71: "Soviet
forces for Operations in Lurasia," which-was originally scheduled
for early November, 1s now scheduled for May, a delay of six
months.

J

E::] These delays have caused major difficulties within
e Department of Defense, whilch 18 the prime user of these
wtlmaten.  Key Defense planning and polley documents have
peen delayed, and a number ol Lhem have had to be prepared
without bencfit of national intelligence 1nputs. The impact
has been particularly serious in the following areas:

PR

a. The intelligence support for Joint Staff basic plans
(780P, JSCP, and JLR3S), which 1s in the form of the Joint
Intelligence Lstlilmate for Planning (JIEP), had to be provided
prior to publication of the pertinent NIEs.

b. Production of the Defense Intelligence Projections

for Planning (DIPP), which arc based on the Soviet military e

NIEs, has been seriously delayed and conslderable additional
ataft work has been requirved an the result ol the prolonged
NI prroeoes:t, ot cxample, dectlon 11 of the DITE hind Yoo
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drafted and coordinated within the DoD by 15 November 1970;
because of the delay in NIE 11-3, we have reccently had to
repeat much of this procens, which Tnvolves numerouws DIA-
HoA=Gervice worklng groups.

3. I am, of course, concerned about the difficulties
that this situation has generated within DTA. 1 am morc
concerned, however, by the diffiecultics 1t has causced our
copsumers and by Lhelr understandably ertbteal veact bon.

L am sure that you, as Dlrector of Central Intelllpence,
share my concern. The delays in the military estimates
are not peculiarly a DIA problem, but a problem for the

Us intelligence community, and a pressing one. In my view,
it is not too early for us to search for the causes under-
lying this year's late performance, and to consider the
remedial action necessary to prcvent its rccurrence.

by, [;;] The principal cause appears to have been procedural
in nature. As I understand it, the drafting of the Soviet
military estimates this year was done, not by the Office of
National Estimates (ONE) as in the past, but by a task force
comprised of reprccsentatives of the various production olo-
ments in CIA. Whatever the merits ol Lhls appronch, ibn
effect has been to add yet another laycr onbo the alroady
cumbersome procedure of producing NILs. For the next round
of the military estimates, I propose a new approach which
instead of adding a layer would remove one.

5. Considering the key importance of the Soviet military

" estimates to DoD planning and policy, DIA has a larger stake

than other USIB members in their timely production. With the
recent formation of a Directorate for Estimates, DIA 1s now
in a position to assume a responsibility commensurate with
its interest. I propose that DIA be given responsibllity for
producing the initial drafts of the major Soviet military
cstimates, i.e. those in the 11-8, 11-3, and 11-14 series.
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6. This approach would involve no basic change in
procedures beyond the transfer of drafting responsibilities
from the CIA task forces to DIA. The Board of National
Estimates would draft and coordinate the terms of reference
and call for contributions from the USIBE agcncies and sub-
committecs, which DIA would use 1n preparing its draft.

The BNE would oversee formal coordination of these estimates,

issue subsequent drafts, and approve the final draft for
conslderation by the USIB.

7. I believe that this step would result in a consider-—
ab 17 Taving Iin man-hours by all the intollipgencee apyenetion
whoe particlpate In produclng the Soviet wllltavy onf fwates,

but the caving should be cupcecially marked in DIA and CLA.
The production of a flrst draft by DIA would require little
more effort than is now expended in preparing a contribution,
and we would be spared the considerable extra effort that
goes 1nto reviewing a first draft produccd elsewhere. CIAts
production elements would be relieved of the additional work-
load that drafting this year's estimates has cntailed, which
I understand to be considerable. Moreover, DIA could accom-
plish preliminary coordination with NSA and the Services as
1t now does with the DIPP and the Defense Intelligence Lstimates.
Thus, hopefully, the first draft would be a coordinated DoD

draft, which would contain statements of differing views. Thia
should save many hours in the Lormal coordinalblion process ohalred
by bUhe BN,

8. [:::]Apart from the saving in man-hours, I believe that
this proposal has other important advantages. It gives DIA
sufficient control of the production schedule to ensurc

that the military estimates will fit into the planning and
budgetary cycles of thelr prime uscrs in the DoD. It is in
consonance with NSCID No. 3 which states that "The Department
of' Defense shall produce military intelligence," and with
NSCID No. 1 which provides that departmental intelligence may,
when appropriate, be submitted through the USIB for issuance
as national intelligence by the DCI. It is also in the spirit
of the DCIDs which enjJoin all agencies to avoid overlapping
the primary rceoponslibillitles of othor apencios,

9. A secondary cause of delay is the inclusion of masses
of deTall in this year's military NIEs, which has further
complicated and lengthened the drafting and coordination pro-
cess. Even printing these bulky documents has delayed their
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i distribution by about two wecks following approval by the |

; USIB. Thic material was included to mcet the legitimabte

; requests of some usecrs for more of the background data
and the rationales behind major estimative Jjudgments.
But we may have overreacted to those requests. We have
produced voluminous estimates filled with detailed infor-
mation and technical data, much of which has 1little rele-
vance to the key intelligence 1lssuces on which the ceotimates
should Pocus.,

25X1 10. Another serlous drawback to such highly detalled
( estimates 1s quick obsolescence. The more detalled the
estimate, Lhe more quickly ncw information causcs it to be
{ out of date. Most of the important judgments on Soviet
| military can be made 1in broad (but not vague) Lerms with
‘ reasonable confidence that they will hold up for the period
between cstimates.

25X1. 11. In my view, the problems noted above stem not so
B mucl—TTom the quantity of detail as how it is handled. Much

can be done to ease these problems by revising the format
of the military NIEs and by changing the methods of production
and coordination. At ONE's request, the question ot foruat
was discussed at the 29 March meceting on the cstimates schoed-
ule. On my instructions, the DIA representative tabled the
following propositions:

a. Basic intelligence--technical data and detalled
order-of-battle information--that does not relate directly
to key issues should be relegated to a supplementary docu-
ment. This document like the DIPP would consist larpgely
of tables, but it could also briefly set forth evidence and
rationale as required to support its judgments.

b. Most of the data in the supplement would be non-
controversial, but it would notce any differing vicws of the
USTD agencices or the dervicecd.

c. "The document would be maintained in a loose-leal
format, and be updated periodically (every three or four
months) by the USIB and Service representatives to reflect
new evidence and analysils.
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d. TFormal USIB consideration would not be required.
USIB approval of the basic document and of the periodic
revisions could be accomplished telephonically as was done
with the NIPP and is now done with the President's Quarterly
fieport.

12. The 29 March meeting ended inconclusively. The
Chairmzh, Mr. Abbot Smith, announced that Mr. Kissinger's
opinion would be sollicited before a final decision on format
was reached. I would recommend that other major consumers

be circularized as well and that they be appriscd of the

DIA proposals as a possible alternative to the prescent system.

13. In addition to facilitating coordination, the change
in tormat proposed by DIA would ensure that the NIEs reflect
new evidence and analysis and, more important, that they are
focused more sharply upon matters of major concern. If it

15 adopted, T would proposc that in addition to drafting

the malor miilbary NIES, DIA produce and maintaln fhe new,
supplementary document, slitce 1L would have Lo move in Landem
with the NIEs. Because this would be an cxperimental under-
taking, I would plan to work very closely with our major
consumers in drafting the NIEs and in the related task of
producing the supplement.

14, I shall be most interested in your reaction to

these proposals.
0. Bt
. V. '
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